UNI TED STATES MARI NE CORPS
Marine Corps University
User's Cuide to Marine Corps Val ues

DI SCUSSI ON LEADI NG TECHNI QUES

1. Introduction. During any period of instruction, it is

i nportant that you, as the instructor, gain the attention of your
students and provide a sense of enthusiasmand a desire to |earn.
| f you use slides or other nedia, describe howthis nedia wll
help to gain student's attention. Use an attention gai ner that
is related to your class. Once you have gained their attention
you nust sell your lesson. Tell your students why it is
important for themto l[isten to your | esson. The instructor mnust
i npress upon the students their need to know the material. |If
the instructor can generate in each student a sense of personal

i nvol venent with the material, mastery of the subject matter wl|
be nmade easier. GCenerate interest in your group by being

ent husi astic about your topic. This wll stinulate and notivate
t he students.

2. Overview. The purpose of this instruction is to explain how
to |l ead a guided di scussion.

3. References. Not applicable.

4. Discussion Leader Notes. Not applicable.

5. Di scussi on

a. Know when to use a guided discussion as stated in this
| ecture.

b. Know t he advant ages and di sadvant ages of using the guided
di scussion as a training technique.

c. Know the tasks of the discussion | eader prior to and
during the discussion.

6. Methods/Media. The foll ow ng points outline howto conduct a
gui ded di scussi on:

a. Wat is a guided discussion? To have a guided di scussion
you need:

(1) Aleader. This person controls the discussion and
makes sure all group nenbers becone active Participants.

1-1



(2) A desired outcone or goal. This can be a solution
to a problem covering a topic, or sonething el se.

(3) A structure. Certain points need to be covered.
Sonetimes they need to be covered in a certain order or sequence.
The | eader controls the structure.

b. Wen do you use a gui ded di scussion?

(1) If you are instructing a small group (up to 20) al
at once, you can use gui ded discussions often. Sonetinmes gui ded
di scussi ons take nore preparation, patience, and nental quickness
on your part than other kinds of instruction. But it can nake
your job of teaching much easier. Below are sone steps to follow
to make sure your Marines |earn. (Quided D scussions help you do
every one of themand all at the sane tine.

(a) Allow practice. Practice may be the nost
inportant part of learning. In guided discussions, the nenbers
are always practicing by repeating and thinking about what they
know and | earning from experi ences of others.

(b) Determine Marine's strengths and weaknesses.
When you conduct good gui ded di scussi ons, you know whet her your
Mari nes are studyi ng and whether they know what they are supposed
to know, and you know it now

(c) Involve all discussion group nenbers actively.
I n gui ded di scussi ons, everyone participates and that neans nore
t han saying "Yes" or "No," or agreeing or disagreeing.

(d) Motivate your Marines. Part of being notivated
is feeling part of the situation. Wen your group nenbers
participate, the instruction relates to them It is
automatically part of their life.

(2) The principal two factors you face in conducting
gui ded di scussions are tine and group size. It usually takes
| onger to conduct a discussion of a subject than to | ecture about
it. Also, guided discussions work best with small groups.

(3) When should you choose gui ded di scussions? Consider
this exanple: Imagine if you were assigned to give a class on
"Survival at Sea" and your student group included nenbers of a
Mar i ne anphi bi ous assault team a Navy submarine crew nenber, and
a Navy fighter pilot. Al these individuals are concerned with
survival in the ocean because they depl oy aboard ships. How
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woul d you train then? It depends on the purpose of the
i nstruction.

(a) Exanple 1: If the purpose of the instruction
is sinply to identify and describe essential survival itens, a
| ecture and denonstration of the articles mght be sufficient.

(b) Exanple 2: If the purpose is to have the
feeling of being on a raft for two days, then experience m ght be
best .

(c) Exanple 3: If the purpose is to discuss the
mental preparation for coping with different situations, the
gui ded di scussi on m ght be best.

(4) In each of the exanples, we used the word m ght.
That's because there is another thing you need to think about.
Qui ded di scussions are dependent on the group nenbers. \Wat
experiences do the nenbers bring to the group? 1In the previous
exanpl e, the nmenbers could probably go on tal king forever. They
have experiences simlar to the topic, like living in the water,
bei ng al one, and so on. But what if the group were nmade up of
recruits? Perhaps a |lecture would be better because this group
may have little or no experience on the subject.

(5) Some groups will "teach" thensel ves; others may have
very little to say; still other groups may require a m xture of
di scussion and lecture by the discussion | eader, though the
| ecture woul d be disguised as sinply input fromthe discussion
| eader. As a resource person, the discussion | eader nust be
prepared to stimulate discussion, to provide direction, and to
get the nost out of the tinme being spent. Wthout the discussion
| eader's expertise and gui dance, a group can flounder and end up
in just another bull session.

c. Wat are the advantages of guided discussions?
(1) G oups usually have nore resources than individuals.

Varyi ng backgrounds and experiences, ensure new or different
appr oaches.

(2) Goup nmenbers are notivated by the presence of
others. It's natural that a Marine wants to | ook good in front
of a group. A desire to inpress the group notivates each group
menber .
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(3) Goup nenbers nmay feel a stronger conmmtnent and
esprit de corps. Wen your Marines solve their own problens or
contribute to the unit's success, they tend to be nore notivated
to acconplish the tasks.

(4) Participation |leads to increased understanding. New
i deas, thoughts, opinions, or approaches will increase each
Marine's know edge and skill level. Infornmed Marines do better
t han those wearing blinders.

(5) Menbers acquire or inprove conmunication skills
useful in other situations. By discussing any issue, problens,
requi renents, or plan, you gain nore information, new insights
and know edge, and an increased ability to analyze the situation
and formul ate a course of action.

(6) Menbers teach each other by discussing their
experiences. The real |earning experience cones fromlistening
and participating as a group nenber.

d. What are the disadvantages of guided di scussions?

(1) More tinme consunm ng than other nethods. Any tine
you open a subject up for discussion by your Marines it wll take
tinme.

(2) Discussion can suppress convictions. |If you express
your feelings on a subject first and then ask subordinates to
give their opinions or views, you will probably get your opinions
and views right back. The |eaders' opinions and group pressure
may Ssuppress opi ni ons.

(3) Discussion nmay substitute talk for action. Talking
about "How to solve a problem is not enough. You nust be
prepared to take action based on the group's inpact. Don't say
you will do sonething or change sonething unless you truly can.
Mari nes want action, not talk.

e. Tasks of the Discussion Leader prior to the discussion.

(1) Select appropriate subject. Conmanders sel ect
subj ects to be taught based on the needs of their Marines, such
as discipline, ethics, why the 292 antenna was put up wong, why
t he mai ntenance on the MRC110 is unsat. The subject can be
sel ected in advance or on the spot.
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(2) Select appropriate training objectives. Decide what
there is about the subject you want your Marines to naster.

(3) Acquire know edge and understanding of the subject
matter. General D.M Shoup, 22nd Commandant of the Marine Corps,
stated: "To lack intelligence is to be in the ring blindfol ded."
It is tough to guide a discussion if you do not have a basic
understanding of the facts relating to the topic. As the
di scussion | eader, the |earning experiences end result is
dependent upon your know edge and skill. [If the group cannot
answer a question you must be able to do so or to find the
answer .

(4) Research backgrounds of group nenbers. Basically,
this means know your Marines. Another point to consider is that,
based on experiences and assignnents, certain Marines wll be
nore know edgeabl e on certain aspects of your subject than
others. |If you |l earn about your Marines' backgrounds, you nay be
able to get slow starters involved by relating questions to their
per sonal experiences. For exanple, what elenments of mlitary
strategy, |like weather, terrain, and so on, are also factors in
ot her aspects of life? Wen you think about your group, also
t hi nk about their personalities and how well they express
t hensel ves verbally.

(5) Prepare a discussion |leader's outline.

(a) This is sinply a working guide with built-in
flexibility. List your purpose, |earning objectives, possible
guestions, and a direction. Mental outlines can work but writing
your thoughts down will hel p you keep your thoughts straight.
Annex B is a sanple discussion |eader's outline.

(b) Along with each point you intend to cover,
write down how you intend to cover it. Are there sone points you
can cover best by using a slide presentation? Show ng a short
film? WIIl you need to hand out witten naterials? Have the
group nmenbers refer to a text? WII you sumrarize or wite nmain
points on a transparency? On the chal kboard? How about a sand
table or just a diagramdrawn in the dirt? Consider every part
of your discussion beforehand. The use of questions as a neans
of directing and stimulating discussion is one of the nost
effective techni ques used by the discussion |eader.

(c) You also need to decide how long to spend on

each point. Allow enough tinme for yourself and for the nenbers
totalk. It is inportant to |let the group express thensel ves,

1-5



and this often takes not only tinme but patience. Also allowtine
for pronpting individuals or for helping themif they start
stunbling. Your assistant discussion | eader can usually assi st
you in "watching” the tinme schedul e.

(6) Prepare extra material. Parts of discussions often
go qui cker than expected. Wen this happens, you'll need to
expand ot her parts of the discussion. |If you have a lively
group, space can be filled sinply by allow ng nore di scussion.
But you will also want to have extra material ready. For
exanple, if you have one case study planned, have one in reserve
too. Also, there is usually at |least one point in any topic that
"you wish there was nore tine to go into." Be ready. You may
have the tine!

(7) Check materials and facilities to be used.

(a) If in a classroom check lighting, seats and
equi pnent. If in the field, check for poison ivy, snakes, and
security. For a bal anced discussion, you'll find that a bal anced
seating arrangenent will be necessary. Sone individuals wll be
quick in their delivery; others, slow and deliberate. Some wll
speak a lot; others, only when pronpted. To create a bal ance,
spread these different types evenly throughout the group.
Sonetinmes even the nost passive people WIIl becone active when
caught in a crossfire of discussion.

(b) Before you begin the discussion, set up any
equi pnent or aids you plan to use. Also, arrange the seating.
Round tables are preferable, but often not available. So you

will probably need to place desks in a circle or elliptica
arrangenent. The ellipse is probably best if you have a slide or
filmpresentation within the discussion. 1In the field just have

your Marines find a nice "soft piece of terrain" to sit on.

(c) Wien preparing and | eadi ng discussions, it is
desirable to have an assistant if possible. This individual
coul d be your XO, SNCO, or anyone you choose. The assi stant
di scussion | eader can hel p guide the discussion, operate training
aids, or give sunmmaries--anything you direct.

f. Tasks of the Discussion Leader during the discussion.

(1) Set the stage. Tell your Marines what you are going
to discuss. State the purpose of the discussion the objective
and the major points to be covered. Also explain any nedia that
will be used and any instructions you want understood before you
start.
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Exanple: "Today we'll be tal king about the inportance
of being a | eader. Based on the handouts | gave you and on any
per sonal experience you may have, we will first | ook at people we
m ght call |eaders. And sone we might not call |eaders. Then we
will try to pick out characteristics, or traits, that make these
individuals |leaders. We will also try and define | eadership.
Finally, we wll see a filmof four people tal king or working
wth others. After the filmwe will decide whether or not they
are | eaders based on our definition."

(2) Start the discussion.

(a) Atransition statenment is a good way to get
started on the nove fromone point to the next. Your transitions
will usually be a question, or end in a question.

Exanples: "W can start by describing a person
they think is a leader?" (If no one responds, you m ght consider
calling on one of the nore confident |ooking nenbers.)

"Lt. Smith, could you start by
describing a person you think is a | eader?"

or

"Let's start by describing sonmeone and
see if we think he's a leader.” (Then you nention sonmeone to get
t he di scussi on goi ng.)

(b) I'n a guided discussion, you have the added
advant age of being able to use the students' words as
transitions. For exanple, after the introduction, a Marine m ght
ask, "When you say | eader, do you nean soneone who's in a
| eadership billet?" You could say, "That's a good questi on.
Have all the Marines you have known in | eadership billets been
| eader s?"

(c) Oher ideas are to show a filmor use a case
study to get theminvol ved.

(d) Renenber, the way you start the discussionis
key to its success. Ensure you create a rel axed atnosphere and
obtain their trust at the beginning.

(3) Control the flow of discussion.

(a) The termdi scussion | eader inplies the | eader
has a predeterm ned plan and gui des the di scussion towards the
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objective. It is your duty as the discussion | eader to keep your
Marines on the subject.

(b) Sonmetinmes you may have to cut off discussion of
a particular point to keep the discussion noving ahead. Here the
trick is not to interrupt too nmuch. Do this by waiting for an
i ndividual to reach the end of his thought. Then use positive
statenents to cut off the discussion.

Exanples: "That's an interesting point. [1'd |ike
to come back to that later if there's tinme."

"That's exactly what we want to get at. Now,
Capt ai n Jones has proposed two characteristics of |eaders;
sincerity and perseverance. Can anyone think of others? How
about the | eadership traits? What do you think Lieutenant
wal ker ?"

In both cases, you have taken back control. Al so,

in the second case, you are politely telling Captain Jones,
"That's enough on that part of the discussion.”

(4) Control group participation

(a) I'n a group discussion everyone should be
i nvol ved and be adding to the discussion. It is your job to
control the over-tal kative Marine and involve the quiet ones.
The proper use of questions will help the discussion |eader
control participation. There are three types of questions
avai l able to the discussion |leader. Two types, Direct and
Overhead, can be done in advance and incorporated into the
di scussion | eader outline. The third, Redirect, is a spontaneous
type questi on.

[1] Direct. Can be used to involve the
Marines who are not taking part. Such as: "LCpl Brown, why do
you think a | eader nust set the exanple?"

[2] Overhead. Used to address the entire
group. Such as: "Can soneone give us an exanple of courage?”

[3] Redirect. A question directed at the
di scussion | eader but returned to the group as an overhead
guestion, or to an individual as a direct question. Such as, if
you are asked to state the nost inportant |eadership trait by a
participant, rather than answer the question yourself you say,
"That's a very good question, let's discuss it. |Is there one
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trait that is nost inportant?" (overhead question-redirecting
ori ginal question).

(b) You want everyone to talk. But you don't want
any one person to talk too nuch. To get quiet individuals to say
nore than "Yes" or "No", ask questions that require responses of
nore than one word. Be careful not to intimdate this kind of
person, though. Start himher off with easy questions that
requi re short answers and progress during the discussion to
guestions that require | onger answers. For exanple, go from
"Which of the qualities of |eadership do you think are nost
i mportant?" (which requires a single word responses to "Here's a
| eader. What nakes her a | eader?" (which requires a nuch | onger
expl anation). Renenber: The question often determ nes how | ong
the response will be.

(c) Watch group nenbers' "body | anguage"” for tell-
tal e signs of agreenent and di sagreenent. By watching them you
can better determ ne who to ask what question to or who to voice
an opi ni on on soneone el se's response.

(5) Interject appropriate material fromprior
di scussions. Points nmade in previous |eadership training which
apply to the current discussion topic should be pointed out and
"tied in."

(6) Acconplish the Training Objectives. The |eader
deci des what he wants his Marines to learn and calls them
training objectives. |If the Marines |earn, you acconplish your
mssion. |If they don't learn it all, then you nust spend nore
time with the discussion or reeval uate your nethodol ogy.

(7) Summarize and end the di scussion.

(a) A good discussion |leader will wutilize,
synt hesi ze and summari ze conments nmade by the group. Everything
di scussed shoul d be periodically summari zed. |f possible have a
chal kboard, overhead projector, or easel close at hand, wite
down (or have your assistant) all inportant points or statenents
as they occur; this will aid the discussion and aid in
sumari zing the main points later. Also, help group nenbers
shorten | ong answers by summarizing them but do not change the
statenent's neani ng.

(b) Summarize at the end of each main point. |If
the points have been made clear, this will usually only require
your repeating those points. Again, only use the term nol ogy
supplied or agreed on by the group. Oherw se, you m ght be
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asked questions |ike, "What did you say that neant?" or "That's
not what we said, was it?"

(c) Finally, summarize the entire discussion. Once
again, restate the objective the purpose of the discussion.
This time, though, you expand the statenent to include any
solution or conclusion that the group has reached. For exanple,
"So we' ve decided today that a person who is a | eader is one who
knows his job, who knows hinself/herself, and who takes care of
his people.™

g. Comon m st akes made by Di scussi on Leaders.

(1) Failing to be prepared. This is the npst common
error that discussion | eaders make. They often think they can
"wing it" and fail to organize, plan, and research the topic
sufficiently. A |eader nust know his/her subject. @Qiiding a
good di scussion is not an easy task, and the quality of the
| earni ng experience is heavily dependent upon your ability to do
your duty as a discussion | eader.

(2) Becoming the "duty expert."” This means tal king too
much and providing all the answers. |If you want your Marines to
di scuss a subject, keep quiet and let themdiscuss it. The "duty
expert" can suppress their responses and ruin the effectiveness
of the group discussion. It can becone a "selling of the boss's
poi nt of view' vice a group |earning experience or decision
process. Avoid preaching, noralizing, and |ecturing.

(3) solve each other's problens or, as a team solve
their owmn. Sonetinmes the discussion | eader needs to answer when
you are the "duty expert," are asked for your opinion, or need to
answer a question to get the discussion on track or clear up a
poi nt .

(4) Failing to use interimsunmaries. The purpose of

any summary is to reenphasize main points already covered. |If
you cover nore than one main point or if the discussion |asts
nore than an hour, the interimsunmmary will help transition from

one main point to another, plus review what has been covered.

(5) Failing to acconplish training objectives. The
training objective's were your objectives because you want your
Marines to | earn sonmething in particular. |f your Marines do not
| earn, then you fail to acconplish your objective.

(6) Allowi ng side conversations. |In any training
evol ution, you want the full attention of your Marines. This is
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particularly true with discussion group |earning situations. Side
conversations are distracting to other group nenbers and prevent
t he personnel involved in these side conversations from keepi ng
up with the "actual" discussion flow. Only one person should
talk at atime, after all we can only effectively listen to one
at atime. Wys to regain attention are:

(a) Direct a question to one of the Marines in the
si de conversation, or

(b) Ask the side group to contribute their ideas to
the entire group.

(7) Allow ng group nenbers to work on other naterial.
This can have the sane effect as side conversations.

(8) Allowing an argunent to develop. Marines tend to
get excited about sone topics which can | ead to argunents.
Renmenber you are the | eader. Use questions to get viewpoints of
other Marines. This should stop the argunent, and al so get a
majority viewpoint. For exanple: "Wat do you think about what
Corporal Smith and Corporal Jones were tal king about?”

(9) Losing track of the discussion's flow This usually
happens if the discussion | eader is studying notes or the | esson
outline and not listening to the discussion. The only solution
is to know your subject, and pay attention at all tines.

7. Questions and Answers (time as required)

a. Ask for any questions fromthe group.
b. If the class does not ask questions ask sone of your own.
8. Summary
In summary renenber:
a. Use the guided discussion when:
(1) The group is snall.

(2) The topic lends itself to being discussed rather
t han denonstrated or experienced.

(3) Your Marines will be able to effectively discuss
t he topic.
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b. The tasks of the discussion |eader prior to the
di scussi on are:

(1) Select the subject.

(2) Select the training objectives.

(3) Acquire know edge of the subject.

(4) Research background of group nenbers.
(5) Prepare discussion outline.

(6) Prepare extra materi al

(7) Check materials and facilities.

c. The tasks of the discussion | eader during the discussion
are:

(1) Set the stage.

(2) Start the discussion.

(3) Control the flow of the discussion.
(4) Control group participation

(5) Interject appropriate material from prior
di scussi ons.

(6) Acconplish the training objectives.
(7) Summarize and end the di scussion.
d. Follow ng your | eadership discussions your Marines
shoul d | eave each period with the feeling that sonething has been
| earned, reviewed, or acconplished. A key elenent in

acconplishing this goal is the manner in which the discussion
| eader approaches his/her duties.

9. Appendices

a. Appendix A Discussion Techni ques Qutline.
b. Appendix B. Sanple Discussion Leader's Qutline.

C Appendi x C. Leadership Discussion Critique.
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d. Appendix D. Discussion Techni ques.
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APPENDI X A
DI SCUSSI ON LEADI NG TECHNI QUES
DI SCUSSI ON TECHNI QUES OUTLI NE

1. Purpose. To instruct the student on howto | ead a gui ded
di scussi on.

a. Know when to use a guided discussion as stated in this
| ecture.

b. Know t he advant ages and di sadvant ages of using the guided
di scussion as a training technique.

c. Know the tasks of the discussion | eader prior to and
during the discussion.

2. Definition of a CGuided D scussion

a. A guided discussion is a training session where a
desi gnat ed di scussion | eader guides up to 20 participants in a
di scussion of a given subject. The discussion | eader has both a
predeterm ned plan for the overall flow of the discussion and a
set of Training Objectives that he wants the group to |learn

b. A guided discussion is not:
(1) Alecture

(2) A neeting

(3) Arap session

3. Advant ages/ Di sadvant ages of a Gui ded D scussi on

a. Advant ages
(1) G oups have nore resources than individuals have.

(2) Goup nenbers are normally notivated by the presence
of others.

(3) Group nenbers nay feel a stronger conm tnent and
esprit de corps when they participate in a discussion.

(4) Participation |eads to increased understandi ng.
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(5) Menbers acquire or inprove conmmunication skills
useful in other situations.

(6) Menbers teach each other by discussing their
experi ences.

b. D sadvant ages
(1) More time-consum ng than other mnethods.
(2) Discussion can suppress convictions.
(3) Discussion may substitute talk for action.

4. Tasks of the discussion | eader

a. Prior to the discussion
(1) Sel ect appropriate subject.
(2) Sel ect appropriate training objectives.

(3) Acquire a thorough know edge and understandi ng of the
subj ect matter.

(4) Research backgrounds of group nenbers.

(5) Prepare a Discussion Leader's Qutline.
(a) Awrking guide with built in flexibility.
(b) Lists purpose and training objectives.
(c) Questions to be asked or statenents to be made.
(d) Aids and other supporting materials to be used.
(e) A general tine plan to organi ze peri od.

(6) Prepare extra discussion material.

(7) Check the material and facilities that will be used.

b. During the discussion
(1) Set the stage.

(2) Start the discussion.
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(a) Realize that the quality of the learning is
heavi | y dependent upon hi nl hersel f.

(b) Create a rel axed at nosphere.

(c) Wrk hard to obtain trust from group nenbers and
establish good rapport, avoid "preaching" and "noralizing."

(3) Control the flow of the discussion.

(a) Use direct, overhead, and redirect questions to
keep the discussion on track.

(b) Use a tinme plan to ensure required points and
trai ni ng objectives are covered.

(4) Control group participation.

(a) Allow others to express their opinions, but do
not |l et any one nenber nonopolize the discussion.

(b) Use know edge of group nenbers and effective
use of questions to ensure all nenbers participate.

(c) Watch the group nenbers' "body | anguage" for
Si gns on agreenent or disagreenent and call on them as
appropriate for comments.

(5) Interject appropriate material from prior
di scussi ons.

(a) Reinforce learning points by relating themto
i nformation from previ ous di scussi ons.

(b) Tie the discussion into how the subject fits
into the larger picture (e.g., how values affect norale,
di sci pline, notivation, etc.).
(6) Acconplish the training objectives.

(a) Ensure the main points are clarified and
understood by the group nmenbers through the "haze" of discussion.

(b) Ensure the major points are covered/ enphasi zed.

(7) Summarize and end the di scussion.
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(a) Listen to what each group nenber has to say and
try and tie their points together using interimsunmari es.

(b) Recognize the points on which the group agrees or
di sagr ees.

(c) Recognize the contributions fromthe group
menbers.

(d) End the discussion on a positive note.

5. Common m stakes of a Discussion Leader

a. Failing to be prepared.

b. Becom ng the "duty expert.”

c. Answering questions fromthe group.

d. Failing to use interimsunmaries.

e. Failing to acconplish the training objectives.

f. Alow ng side conversations.

g. Allow ng group nenbers to work on other material.
h. Allow ng an argunent to devel op.

i. Losing track of the discussion flow
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APPENDI X B
DI SCUSSI ON LEADI NG TECHNI QUES
SAVPLE DI SCUSSI ON LEADER S QUTLI NE
(Note: This is a sanple outline intended to serve as a general
gui de for the student when he/she is assigned to prepare and | ead

a | eadership discussion. There are no charts Provided.)

TI ME SUBJECT REMARKS

0000 1. | NTRODUCTI ON

a. | wll be acting as the Di scussion Asst. have
Leader for this Leadership charts set
Conference and will be ny assistant. up, with
Qur general subject for discussion chart #1
is as displayed on the chart. di scussi on
(Revi ew ground rul es as appropri ate, title.

such as snoki ng, drinking
cof f ee/ sodas, etc.)

b. Al though many of you have different Enphasi ze
MOS' s, there is a common goal that this point.
applies to all of you, regardl ess of
your particular technical specialty.

That goal is to be the nost effective
| eader that you can be to the

Marines that will be in your charge.
Therefore, the purpose of this

di scussion is to exam ne sone of the
necessary preparations for assum ng
these responsibilities of |eadership

inthe field.
c. Key Points for this Period Asst : di spl ay
chart #2
(1) The three elenents of |eadership. discussion
overvi ew

(2) Specific ways that each of us
may use in broadening and
i nprovi ng those three el enents
of | eadership to prepare ourselves
to be an effective Marine Corps
| eader.
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0005 2.

a.

Training bjectives. The student, Asst:flip
upon conpletion of this period of to chart
i nstruction, and when provided with #3 show ng
alist of alternatives will be able the TO s.
to select the one which correctly s the asst
i dentifies: going to

di scuss the
(1) The three elenents of |eadership TO s?

that a Marine | eader should have
know edge of when he is anal yzing
a use abl e concept of |eadership.

(2) The relationships between the
three el enents of | eadership.

(3) The nost inportant step which a
Mari ne | eader nmust take to inprove
hi s knowl edge of the three el enents
of | eadershi p.

DI SCUSSI ON Asst:flip
to chart
Sel f #4 show ng
the factors
(1) What do we need to know about of | eader -
oursel ves as | eaders? shi p.

(a) Qur strengths & weaknesses.

[1] Ability to communicate with
Subor di nates and seni ors

[2] Qur |eadership style

[ 3] Qur val ues

[4] Qur traits

[5] Qur know edge of the situation

(2) Do we need to recogni ze our strengths
and weaknesses? Yes.

(3) How can we determ ne our strengths and
weaknesses?
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0015

(a) Self-analysis (can we truly keep this
anal ysi s objective?)

(b) Feedback from ot hers

[ 1] Superiors (only at fitness report
time?)

[2] Peers (how do we get this feedback?)

b. Troops

(1) What are sonme of the things we need to know
about the troops?

(a) Background

(b) Experience

(c) Education

(d) Capabilities and limtations
(e) Personal goals

(f) Personality traits -strengths and
weaknesses

(g) Mrale, spirit, and soul

(2) How do we acquire and continuously inprove
on this necessary information?

(a) SRB' s
(b) Qoservation
(c) Interviews-initial and periodic
(d) Inspections
(3) Wuld it be a good idea to keep a witten
record of this info for ourselves? Wy?

Where? (Pl atoon Leader's Notebook)

| NTERI M SUMVARY (Briefly summari ze main di scussion

(points.)
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0030 c. Situation
(1) What do we need to know about the situation?
(a) Leaders know edge in the area
(b) Troops know edge in the area
(c) Degree of urgency required
(d) Leaders attitude and opinion of his troops

(e) Troops attitude and opinion of their
| eader

(2) How do we inprove in each of these areas?
0045 3. SUMVARY
a. Three elenments of |eadership are:
(1) Self
(2) Troops
(3) Situation
b. These three areas are interrelated and dynam c.

c. You nust always seek ways to inprove your
knowl edge in all three elenments of | eadership.

CLOSI NG STATEMENT

The precedi ng di scussion indicates that acquiring a
know edge about the three el enents of | eadership
contributes to an understandi ng of the |eadership
process, yet, not one of themis sufficient to explain
t he phenonenon conpletely. In short, |eadership is a
dynam c activity wherein the | eader always operates in
a leader/follower relationship. Followers are not nere
aut omatons carrying out the leader's desires to the
best of their abilities. They are human beings with
notives and goals of their own, strong attachnments to
their fellow group nenbers, and attitudes towards their
| eaders and group's goals that nay add or detract from
goal acconplishnment. The |eader nust recogni ze the
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exi stence of these individual and group factors and how
they affect his ability to influence his troops.

0050 END DI SCUSSI ON
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APPENDI X C

DI SCUSSI ON LEADI NG TECHNI QUES
LEADERSHI P DI SCUSSI ON CRI TI QUE
(Check the appropriate box for each statenent bel ow)
YES

Classroomfacilities were appropri ate-

The di scussion started on tine-

Leader established ground rules for the discussion-

Leader reviewed main points of prior discussion
peri od-

Leader presented an effective introduction to the
obj ective(s) of the discussion period-

Questions were well planned, properly asked,
and provoked di scussi on-

Leader encouraged all nenbers to partici pate-

Leader redirected the discussion when it tended
to get off the topic-

Leader made interimsunmaries at appropriate points-

Leader included divergent viewpoints in sumaries as
appropri at e-

Leader participated directly only to the extent
necessary for guidance and control and to
provi de expertise not brought out by the group-

Trai ni ng aids and suppl enental materials were
appropriate and handl ed correctly-

(bj ectives of the discussion were acconplished-

Leader made a final summary and (if necessary)
announced details of the next neeting-

The di scussion closed on timne-

DI SCUSSI ON LEADER: MONI TOR:

(Use reverse side for comments)
DATE/ TI MVE:
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APPENDI X D
Di scussi on Leadi ng Techni ques

Di scussi on Techni ques

1. Introduction. This section contains information on howto
gui de a discussion. The D scussion Leader's function is to |ead
and guide the discussion not direct it. It is not a "by the

nunbers" | ecture, but a nore subtle approach to | eadership train-
ing. Understandi ng the discussion group process is a valuable
tool which will benefit you throughout your Marine Corps career,
whether in a conmand or staff billet. Al of us at one tinme or
another are either a participant or a | eader involved in problem
sol vi ng neetings/di scussions, and these discussions are quite
simlar to the | eadership training technique we are discussing
here. Al are oriented towards an objective or solution, involve
group di scussion, and have a | eader. For exanple, a conpany
commander nmay hold a neeting with his/her platoon conmanders to
di scuss how to best approach getting the unit ready for a
Commandi ng General's inspection. During the discussion the

pl at oon commanders w ||l present their ideas and the comander can
formulate his plan of action. By using the discussion nethod the
commander can cover in an organi zed fashion (using an agenda
outline) many ideas, problens, and solutions, and ensure his/her
subordinate unit | eaders are know edgeabl e on the subject.

2. The group and the discussion | eader.

a. Each menber is an individual and brings to class many
different factors which influence the initial total group nakeup
Each person is influenced by nunerous sets of forces which have a
bearing on his behavior in the group. Although they are
invisible forces they neverthel ess mani fest thensel ves throughout
t he week, sonme becom ng apparent imedi ately, some hidden behi nd
a thin veil of canouflage, sone only being reveal ed by nonver bal
| anguage. Sone of the factors found in groups are listed bel ow

(1) Theories, assunptions, values, beliefs, prejudices,
attitudes about self, others, things, groups, organizations, and
cultures. These serve as a point of departure for each person's
behavi or.

(2) Loyalties to other outside reference groups, i.e.,
his/her famly, profession, religion, political affiliation, etc.

(3) Arepertoire of behavior skills which permt or
prevent himher from doing what he/she really wants to do
(diagnostic skills, listening skills, etc.).
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(4) Feelings: sick, sad, depressed, unhappy, angry,
frustrated, suspicious, etc.

b. At the beginning of a group |earning experience, people
know very little about each other. This anbi guous, uncertain
at nosphere often creates uneasi ness, disconfort and conf usion.

c. The burden is upon the discussion |eader to elimnate the
above negative conditions and create a rel axed atnosphere where
trust, acceptance, respect and all the positive things necessary
to facilitate group |learning and sharing becones a reality. The
di scussion | eader's personality and techni que are of utnost
i nportance in acconplishing that.

d. There is no tool nore inportant than the di scussion
| eader's attitudes; attitude towards others, towards
hi msel f/ hersel f, and towards the group as well as individuals in
the group, the quality of the relationship with each nmenber of
the group is of utnost inportance.

e. W should not consider the use of group discussion unless
we believe that its effect will in sone way be better than a
| ecture in which he alone contributes to the group. Several
additional factors need to be considered in which the discussion
| eader nust believe:

(1) G oup nenbers have sonething to contribute.

For some this contribution my be a new idea; for
ot hers, an idea borrowed from soneone else; for others, a fact or
observation picked up fromreading; for still others, an
expression of feelings, a report of their experiences, or an
eval uation of the discussion. Mich of the value is in questions
asked. The effective discussion | eader considers all of these to
be inportant.

(2) Each individual is unique.

The effective discussion | eader understands each
person is different fromeveryone el se. Consequently, he/she has
the potential for making sonme unique, fascinating, enlightening,
educational, neaningful contributions one that no one else could
possi bly make because no one else is quite |ike himher.

(3) The group exists for the achi evenent of the
nenbers' goals.
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(a) The discussion | eader sees the group as the
vehicle for the achievenent of the goals of all its menbers,
i ncluding hinmself/herself and its purpose for being there. "Wat
are the | eadershi p needs of each person?" is a question that nust
conti nuously be asked by the good di scussion | eader.

(b) To hold values such as those nenti oned above
means the discussion | eader needs to feel secure hinself/herself.
He/ she needs to be an experienced | eader, to have "been there
before” with a wealth of experience, and be able to share and
comruni cate them

(c) Hel/she nmust be secure enough to tolerate others
havi ng opinions different fromhis/her own. 1In a very real
sense, he/she nust respect his/her own uni queness, otherw se how
can he respect the uni queness of others? A strong desire to
pattern others in our own inmage is usually rooted in a deep sense
of insecurity, inferiority and powerl essness. The mark of a good
| eader with considerable inner strength and security |lends itself
to the willingness for others to be thenselves, to have their own
t houghts and to see the world as an i ndividual .

f. Among many ot her things, the discussion | eader nust al so:

(1) Function as an expert and project hinself/herself as
a person.

(2) Be an outsider who brings in skill and know edge and
at the sanme tinme, be an insider who can participate neaningfully.

(3) Wrk hard to obtain trust from group nenbers.

(4) Understand the private world of others and be able to
comuni cat e sone of that understandi ng.

(5) Have a positive, warm accepting regard (attitude)
for others and feel that regard unconditionally.

(6) Realize that the quality of the learning is heavily
dependent upon hinself/herself. "There are no bad groups, only
bad di scussion | eaders."

(7) Vary his/her roles depending on the group.

(8) Avoid adopting the nenber role which will prevent
hi m her from provi di ng gui dance demanded by hi s/ her trainer role.
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(9) Be aggressive, protective, and supportive at the
appropriate tine.

(10) Accept feedback openly.

(11) Be alert for mannerisns which nmay reveal sone
enotional feeling on the part of a group nenber, whether silent,
ani mated, or otherw se (e.g., expressions, foot tap pings, etc.).

(12) The discussion | eader nust also realize the
difficulties found in the group process such as:

(a) Menbers accept the group | eader but have | ow
trust in each other due to fear of rejection by peers (but the
authority figure is trusted.)

(b) Menbers have problemw th authority figures the
di scussion | eader has not Inspired themout of their |ethargy.

g. A favorable climte is of trenmendous inportance for
| earning since the process of learning is greatly affected by the
situation. Confronted with an idea that is at variance with an
old idea, a person nust reorganize all of the attitudes, val ues,
and concepts that have becone intinmately related to the old idea.
Mark Twai n stated that "Education is unlearning that which we
have | earned,"--not a sinple process by any nmeans. To do this a
person nust feel it is safe for himher to express those
attitudes, values and concepts that he/she will not be criticized
or ridiculed if he expresses opposition to the new idea,
di scusses his doubts or defends the old idea. Thus, there nust
be an accepting, non-evaluative climate in the | earning
situation. The earlier this climate is set, the better for all
concer ned.

h. Many of the techniques |isted for good counseling are
applicable to good di scussion | eading; other things to consider
are listed bel ow

(1) Elimnate useless formalities such as raising hands
for perm ssion to speak or standing.

(2) Listen to what each has to say.

(3) Set aside your own eval uation of ideas offered. (Have
faith in the group.)

(4) Avoid preaching, teaching, or noralizing.
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(5) Avoid pushing people into participation before they
feel like it.

i. The discussion |leader is a resource--if not, there would
be no reason for himto be there. This refers to special skills,
insights or informati on he m ght possess that others do not have.
G oup nenbers | ook to the discussion | eader as being a resource
though it may never be said and is usually a tacit agreenent by
al | concer ned.

It is easy, however, to overlook the fact that every
group nmenber is also potentially a resource. One of the
difficult problens for a discussion |eader is to avoid becom ng
the group's only resource or the "duty expert." Most nenbers are
willing to let the | eader do the work and to sit back and |isten;
this is especially true in learning situations; traditionally,
teachers teach and students learn. It is often overl ooked that
teachers can learn fromthe student (who can teach). This is one
of the many advantages of the group discussion; it provides an
opportunity for problens to be solved with the resources of nany
people. Additionally, recognizing contributions from nenbers
wi t hout going abruptly on to soneone else is very inportant; it
has a positive effect and tends to encourage others to "open-up,"
gives a feeling they are contributing something worthwhile, and
usual Iy increases the volunme of good discussion.

] . The tendency nmust be reduced, then, for the group to be
sol el y dependent upon the discussion |eader. The principle
concern of sone traditional |eaders is how they can nost
convincingly present their know edge so nmenbers will |earn what
t hey know. Discussion | eaders can al so becone so preoccupied
with what they will say and howit will be delivered that they
are neglectful of the potential inportance of each nenber and
overl ook (don't listen) what is said when a nenber finally does
get the opportunity to speak. It takes tinme and effort to create
t he conditions whereby group nenbers |earn to consider each other
as a resource and to draw on this special information and
experience that each brings to the group. The biggest
contribution to this objective is the discussion | eader's
attitude:

(1) If he/she does not believe that he al ways knows best.
(2) If he/sheis wlling to |learn from ot hers.

(3) If he/she does not have a strong need to al ways be
seen by others as the expert.
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(4) 1'f he/she sincerely believes others can contri bute,
then he has a real chance of releasing the group’'s own resources.

k. The inportance of two discussion |eaders (primry and
assistant) per group is also worthy of note. Wth two
instructors there is added expertise, continuity, objectivity,
i nstructor feedback, and support when needed.

(1) It my take tine for the two | eaders to effectively
work together as a team but once this is acconplished they can
conpl ement each other significantly, and the resulting benefits
are well worth the investnent. If one discussion | eader has
difficulty the other can support him her by providing additional
expertise without "turning off" the group or inducing a |oss of
self-esteemon the part of the primary discussion |eader.

(2) The primary di scussion | eader can get nore invol ved
in the group while the assistant observes the primary | eader,
each nenber of the group and the entire period of instruction.
This is invaluable to the group process and provi des excel |l ent
feedback to the prinmary discussion |eader.

(3) I'n case of sickness, energencies, etc., there should
be soneone who can take over imedi ately w thout an appreciable
change in nood or technique. Platforminstructors can handle
this easily through substitute instructors because it is nostly
i npersonal, one-way type of instruction. A discussion group is
nore personal, depends on established support and on student
contributions. Wen a new discussion | eader energes on the
scene, nmuch is lost fromwhat has previously happened in the
group, the total group process suffers a |oss, and they nust
readj ust and he/she cone acquainted with the new group nenber.
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